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MANAGEMENT PROGRAM CONTROL BOARD 
(Column Headings) 


SECTION ONE - SYSTEM DATA 


System 

Headquarters 

Manager 

Field Representative Responsible 
Miles of Line - Actual 

Miles of Line - Feasibility 

Miles of Line - Ultimate 

Number of Consumers - Actual 
Number of Consumers - Feasibility 
Number of Consumers - Ultimate 
Weighted Age 

Headquarters Facilities - Owned 
Headquarters Facilities - Rented 
Wholesale Power - Source 

Capital Credits - Adopted (Red Factor) 
Capital Credits - Status (Red Factor) 
Two-Way Radio 


SECTION TWO - FINANCIAL PERFORMANCE 


Net Worth as a Percent of Assets (Red Factor) 

Current Margin as a Percentage of Assets (Red Factor) 

Investment of General Funds in Plant 

Times Standard Debt Service Earned (Red Factor) 

Power Cost - Average Power Cost Per KWH 

Power Cost = Power Factor 

Power Cost - "KWH Unaccounted For" as a Percentage 
of KWH Purchased 

Power Cost - Load Factor 

Distribution Expense - Operations - as a Percent of 
Investment . 

Distribution Expense - Operations - Trend 

Distribution Expense - Operations 

Distribution Expense - Maintenance - as a Percent of 
Investment 

Distribution Expense - Maintenance — Trend 

Distribution Expense - Maintenance 

General Administrative Expense - as Percent of 
Investment 
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SECTION TWO - FINANCIAL PERFORMANCE (Continued) 


General Administrative Expense - Trend 

General Administrative Expenses 

Taxes 

Insurance 

Revenue Per Consumer - Actual (Yellow Factor) 

Revenue Per Consumer - Feasibility 

Average Monthly Revenue Per Mile - Actual 

Average Monthly Revenue Per Mile - Feasibility 

Average KWH Consumption per Consumer - Actual 
(Yellow Factor) 

Average KWH Consumption Per Consumer - Feasibility 

Retail Rates 


SECTION THREE-OPERATIO NAL PERFORMANCE 


Operations Program 

Maintenance Program 

Replacement Program (Yellow Factor) 
Quality of Consumer Service (Red Factor) 
Maintenance of General Plant 


SECTION FOUR - MANAGEMENT PERFORMANCE 


Manager's Capability and Performance (Yellow Factor) 
Consumer Education and Public Relations 
Personnel Staffing 

Employee Training and Performance 
Employment Policy 

Board Performance 

Operating Budget 

Manager's Report to the Board 

Payment of Debt Service (Red Factor) 
Insurance 

Consumer Delinquencies (Yellow Factor) 
Establishment of General Fund Reserves 
Operating Reports 
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SUMMARY OF PROPOSED PLAN 

SECTION PROGRAM CONTROL BOARD 
Section One: System Data 
Section Two: Financial Performance 
Section Three: Operational Performance 
Section Four: Management Performance 
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OFFICE MANAGER'S CONTROL CALENDAR 

WORKLOAD FILE 
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MANAGEMENT PROGRAM CONTROL PLAN 
FOR’ MANAGEMENT DIVISION yp 
m4 ‘5. RURAL ELECTRIFICATION ADMINISTRATION A 


FOREWORD 


The plan for operations contro! proposed and described herein is the outgrowth 
of an extensive study of the REA program in general and of the functions and 
responsibilities of the Management Division in particular. The system is also 
in part the outgrowth of discussions with many people over a long period of 
time, and of considerable thought and deliberation with respect to various 
aspects and ramifications of this system’. The authors have incorporated many 
features and ideas which have grown out of these discussions and deliberations, 
whenever such features have appeared to them appropriate and conducive to 
the comprehensiveness which they consider desirable and essential. This 

_ system is the result of their organized effort to arrive at the simplest way to 
maintain, with a minimum number of operations, a continuous, concise, and 
graphic record of and control over the activities and functions delegated to 
each section of Management Division. 


PURPOSES AND ADVANTAGES 


The purpose of this proposal is to provide a system for maintaining control over 
the Management Program in each section of Management Division, a system 
that will enable the internal management of each section to keep continuous 
and current record of the condition of each borrower, and to schedule, in 

order of importance, the assignments of field representatives in advising and 
assisting borrowers in correcting, improving, eliminating or forestalling unsatis- 
factory conditions as they relate to management. 


This system is designed to carry out the responsibilities of each section as an 
integral part of the Management Division in the most efficient manner possible 
by a method which clearly shows what the problems are, states the facts 
involved, tells who has done what, what steps are still to be taken and by 
whom, and provides for the necessary follow-up. It is a method of arranging 
FACTS about the problems which each section has to handle ina clear, 

easily understandable form. The visible records described herein will provide 
a picture of the essential features concerning the condition of every borrower 
in each section. A signal is provided which continuously indicates the con- 
dition of each factor involved. Furthermore, all this information is contained 
and maintained on one board in a way that presents the over-all picture of all 
borrowers in the section. In other words, a clear, simple, continuous record 
is thus maintained in one centralized control mechanism, a record which displays 
in the most compact way the most essential information desired. 


This plan would put the operations of all sections on a comparative basis as to 
standards of performance based on uniform work=load factors, since all sections 
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would then be operating with standard operating procedures of the utmost 
simplicity. In this way, also, every REA-financed borrower could be graded 
as to its financial, operational, and managerial performance on the basis of 
uniform factors of analysis. Furthermore, all reporting of whatever nature 
and for whatever purpose could be done on identical schedules by personnel 

. occupying identical positions, since a basis would have been established for 
uniform job classifications in all sections. 


Standardization of process and procedures of record-keeping and control among 
all sections is essential for Division control of section office activities and 
operations. It is believed that Division control could be better maintained and 
over-all supervision more readily facilitated by universal adoption of this plan. 
The standardization thus brought about would make possible much-needed long- 
term planning of the over~all management program by providing the necessary 
comparibility of data and materials. In this way, also, the work of each section 
can be integrated and co-ordinated in terms of one division rather than ten 
semi-autonomous sections where the experience of one cannot be scientifically 
shared by all. We submit that the system we are proposing would, if adopted 
throughout the division, provide uniform channeling of facts and data and 
permit the production of each section to be evaluated in terms of work-load 
and output per man-day. 


An additional merit of this system lies in the fact that it could be used to 
maintain continuous appraisal of the various factors, ratios, and percentages 
now in use (or to be established) for evaluating the financial conditions of 
the borrowers and forecasting future operations. The validity of such factors 
cannot be determined except by some easy and simple method of keeping the 
actual figures tabulated chronologically by section and by borrower. 


It is not the purpose of this board to furnish an automatic analysis of any 
borrower's operations or management. This would be impossible. In the 
first place, no one factor by itself can be the basis of analysis or general 
evaluation. This board simply serves to collect and assemble all pertinent 
data relative to the various factors which must be considered collectively 
before any valid analysis can be made and to furnish documentation upon 
which each individual factor is graded. 


The system herein described is not intended as a final product or as perfect 
in the form herein presented. It is mainly presented as a device and a gen- 
eral system subject to modification and alteration. Such modification, 
however, can only be made from experience gained from the actual applica~ 
tion of this system. Many of the evaluations presented are more or less 
arbitrary, as they cannot fail to be in such a preparatory stage. Any 
evaluation will necessarily be more or less arbitrary and academic until 
subjected to the test of experience and application. 


Mt 


a7 2 eee oe 


— 


nee 
a “f 
‘2 ‘sage i oreey ts 
fe ow ih 


en sf iy faah tego oe 
Ae a th erin ke 
bei » hydes pag hep 


bias eon olan toni 
f sf). 5 ss) er nea 


arn 
: YO hse tg ty yP 
lor eegee a 
te Cores (mph Ts 
eh) sent. ear eae at 
’ Lough nthe 
; nas ost Re ie an 
n Oe atebe dor ithe 
o-2 are neato 
. tw ot aes 
Geta!) © itl 
yy vee Ds ete’ 

a +: dolor 4 ik 
| ree ui ae y 


lo three feng 
“a0 ie aun tae 
xotee. OF ws)’ 
aa) Repo 4h " 
igoot beataeete a aa 
ia *% =% oh cast oo’ 


\. que ae 
ee. ae 
a) > me i .' 
| ll 
a) oii tet Se ae ph 
‘yw peta | ry \ of 
‘4 ? “% : 
r ot Upeg-iaw e ae 


ye 
Faas 


“e 


cob tigen tg 

ee 

SN) On ni yee of a ee 

: 2 , my ici ed ye 


4 


ete 


SUMMARY OF PROPOSED PLAN 


In essence, the plan consists of the following control devices: 


(1) 


| (2) 


(3) 


The Section Program Control Board==is a control device (specifically 
described below) which presents a current picture of the financial, 
operational, and managerial condition of each borrower as rated by 
specific factors listed on the board. Figure 1] is a photograph of such 
a board as we originally set it up. 


The Work=Load File== will consist of a box of 5X8 cards on which will 
be recorded individual assignments of jobs which will have to be 
performed in the course of time. Each one of these assignments will be 
rated as to length of time which it normally should require for com- 
pletion. This rating will be done in accordance with a table of man- 
days, worked out on the basis of experience, for the various types of 
jobs which are performed by management field representatives and to 
which they are normally assigned. Each type of job will also be 
evaluated in order of priority of importance in accordance with the 
priority rating system maintained on the Section Program Control Board. 
For example, if the job to be done in connection with a borrower 
which has a weighted age of more than 36 months and is not making 
debt service, this job will take precedence over an assignment in 
connection with a one which does not have a two=way radio. 


The Field Assignment File=-will establish a record of and control over 
the assignments of the field representatives to their various duties in 
the field at individual borrowers and elsewhere, and will serve as 
control of their schedules. [ft is composed of five Acme visible file 
boards, one for the Assistant Section Head and one for each of the 
field representatives and each board will consist of 31 pockets 
corresponding to the thirty-one days in the month which will contain 
assignment cards covering the monthly period, showing where the 
individual field representative will be during the month and stating 
the jobs to which he has been assigned for that period of time. These 
cards are brought from the Work=Load File as the Section receives 
the Field Representatives Itinerary Report, Form CO~43, showing the 
borrowers which the field representative wil! visit and the jobs he 
will perform. 


To recapitulate=~=These control devices intermesh in the following 
manner: The Section Program Control Board shows continuously and 
currently the overall condition of each borrower and the factors 
which need to be corrected or improved. On this basis assignment 
cards are made to take care of such matters in their order of import- 
ance and placed iin suspense in the Work=Load File. As the time 
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(4) 


(5) 


Are 


arrives for these jobs to be performed by the individual field representative, 
the card is removed from the Work-Load File and placed in his Field 
Assignment File in the pockets corresponding to the days during which it is 
anticipated that he will handle the assignment. Figure 2 illustrates the 
interrelationship of these controls. Each one of these devices will be more 
fully described in turn. : 


The Office Manager's Rating Control Calendar--will be maintained by 
the office manager for the purpose of scheduling the re-evaluation of all 
factors in accordance with an established time-table. The frequency and 
periodicity of evaluation of the factors has been indicated for each of the 
factors on the Control Board. 


Subsidiary Graphs~=will be maintained on the following items: 


Maintenance, Operations, and General Administrative Expenses as per- 
centages of investment, average KWH consumption per consumer, revenue 
per consumer and per mile, and average power cost per KWH. These graphs 
will serve as the medium for evaluating these factors on the Control Board 
and as a visible picture of these conditions and their trends. 


SECTION PROGRAM CONTROL BOARD 


This board consists of a top section of certain headings indicating respectively 
system data and specific factors evaluating financial, operational, and 
management performance, and a main section consisting of card pockets, one 
for each borrower in the section. 


The borrowers are listed on the vertical axis and are grouped by states. Each 
group of states composes a separate segment on the board so that the columns 
may be numbered at the top of each of these sections as they are at the top of 
the board, thus making if easy to identify the factors which have been evaluated 
for each borrower. 


Each one of the pockets (of which there is one for each borrower) will hold a 
card which is divided into columns to correspond with the headings at the top 

of the board, These cards wil] be superimposed one upon another and will 
overlap in such a way that only the bottom one-third inch of each card will 

be visible. The undisplayed portion will be used to enter citations and refer- 
ences to reports and files containing detailed information on the basis of which 
the evaluations are made, and any other pertinent information. Each factor 

will be color=coded in the visible space on the card in the column corresponding 
to the factor described in the heading of that column. The four following color 
codes will! be generally used: 
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(it RED* To signalize "Unsatisfactory Condition" 

(yee YELLOW" "Condition bordering on unsatisfactory or requiring 
| constant surveillance" 

(3) "BLUE" "Condition satisfactory - may require attention" 

(4) "GREEN" "Condition satisfactory - not requiring attention" 


These evaluations will be specifically described for each individual factor. 

Each color symbol is numbered as in parentheses above (or otherwise symbolized) 
so that a black-and-white photograph can be utilized for purposes of reporting, 
record-keeping, and for the information of field personne!. There is a final 
portion of the board which does not carry any permanent headings or titles which 
is available for current use in classifying borrowers in any special ways which 
from time to time may prove desirable or necessary, e.g., those having made 
wage determinations, or those of which a complete managerial analysis has been 
made. The assembled file is illustrated in Figure No. 1. 


Certain particularly critical factors, such as "Times Standard Debt Service 
Earned", "Quality of Consumer Service", and "Payment of Debt Service" will 
be printed in RED in the column headings indicating that they are factors of 
major importance and for the purpose of determining priority of assignments. 
For example, whenever a red signal appears in one of these columns for any 
borrower, this will be given first priority in making field assignments. Factors 
of secondary importance will be printed in yellow and will thus indicate sec- 
ondary priority. Therefore, the order of priority will be as follows: 


FIRST PRIORITY =: RED Signal under a RED Factor 
SECOND PRIORITY: RED Signal under a YELLOW Factor 
THIRD PRIORITY : YELLOW Signal under a RED Factor 
FOURTH PRIORITY: YELLOW Signal under a YELLOW Factor 


Beyond this, assignments will be controlled by availability of personnel and 
relative importance of remaining factors. 


After having established the workload to be associated with the correction, 
improvement, or elimination of any given condition, evaluated in tems of 
man-days, a basis will have been established for assigning field personnel to 
the total field workload ona priority basis. If the total workload is greater 
than the number of man~days available on the basis of personnel on hand or 
obtainable, that work which has been rated of first importance will be assigned | 
first and so on in descending order of importance of the work to be done. 


Thus, the work which is assigned will be that part of the total workload which 
has been evaluated as most important and that part which is left unassigned 
will be that which has been evaluated as relatively less important. Among 
other things, then, this system will show the amount of work which is to be 
done, the amount which can be done, and the amount which will be done and 
will indicate the amount which must be left undone. It is at once the basis 
for assignment of the workload and the follow-up on the extent of accomplish- 
ment of assignments. 
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The content and significance of each factor is given below, together with the 
source of information required, the frequency of re-evaluation, and the method 
for evaluating each factor: 


SECTION ONE: SYSTEM DATA 
(1) SYSTEM 


The bottom line of each card (the portion which is visible when all cards are 
assembled on the Board) will show the system designation, e.g-: 


"Tl KANABEC" 


In the undisplayed portion of the column under the flap will be entered the cor- 
porate name of the borrower and date of its incorporation. A color tab may be 
placed beside the system designation to further classify borrowers as desirable, 
e.g., borrowers who generate their own power ora portion thereof, borrowers 
who are members of G & T cooperatives, borrowers who operate in more than’ 
one state, etc. 


(2) HEADQUARTERS 


The bottom visible line will contain the name of the town where the headquarters 
is located. The undisplayed portion of this column will be devoted to such in- 
formation as the street address, city, state, etc. 


(3) MANAGER 


The visible portion will show the name of the manager. On the undisplayed 
portion will be recorded the date employed, date approved for probationary 
period, date of permanent approval by administrator, and salary. If the mana~ 
ger is on probation the name of the manager will be printed ona yellow card, 
and when given permanent approval the name will be printed on white paper. 
This color coding will indicate the status of the manager's employment. 


(4) FIELD REPRESENTATIVE RESPONSIBLE 


This column provides a space for entering each field representative's designation 
by number alongside the name of the borrower for which he is responsible. 


(5) MILES OF LINE - ACTUAL 


Quarterly, the section analyst will compare the actual number of miles of line 

as given in the operating report with that anticipated in the latest feasibility 
study. The actual miles of line will be entered in this column on the undisplayed 
portion under the flap, and the operating report from which this information is 
obtained will be cited here. The visible portion will be color-coded as follows: 
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7p RED" Actual miles less than 80% of the feasibility estimate 


(2) "YELLOW" Actual miles between 80% and 90% of feasibility 
(4) "GREEN" Actual miles 90% to 100% of feasibility estimate 
(5) “WHITE" No basis for comparison (insufficient time has elapsed 


for construction of lines for which loan was made). 
(6) MILES OF LINE - FEASIBILITY 


Quarterly, the section analyst will enter in the visible space the number of 
miles of line estimated in the latest feasibility study, on the basis of which the 
above comparison was made. 


(7) MILES OF LINE - ULTIMATE 


In this column will be shown the ultimate miles of line which will be contained 
in the system when fully developed, as estimated by Applications and Loans 
Division. 


(8) NUMBER OF CONSUMERS - ACTUAL 


Quarterly, the section analyst will compare the actual number of consumers as 
given in the operating report with the estimated number of consumers given in 
the latest feasibility study. The actual number will be entered on the undis- 
played portion under the flap, and the operating report from which this infor- 
mation was obtained will be cited here. The visible portion will be color coded 
as follows: 


Cee RED™ Actual number of consumers less than 80% of 
feasibility estimate 

(2 YELLOW" Actual number of consumers between 80% and 90% 
of feasibility estimate 

(4) "GREEN" Actual number of consumers 90% to 100% of 
feasibility estimate 

(5) "WHITE" No basis for comparison (insufficient time has elapsed 


to connect consumers) 
(9) NUMBER OF CONSUMERS - FEASIBILITY 


Quarterly, the section analyst will enter in the visible space the number of con- 
sumers estimated in the latest feasibility study, on the basis of which the above 
comparison was made. 


(10) NUMBER OF CONSUMERS - ULTIMATE 


In this column will be shown the ultimate number of consumers which will be 
contained in the system when fully developed, as estimated by Applications and 
Loans Division. 
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(11) WEIGHTED AGE 


The weighted age is computed by dividing cumulative mile-months (the sum 
of cumulative miles of energized lines for each month since initial energiza- 
tion) by total number of miles energized. The weighted age may be obtained 
from the quarterly "Times Standard Debt Service Report" supplied by the 
Statistical Section; this age will be entered quarterly in this column on the 
visible line and the date of the report from which this information is obtained 
will be entered under the flap, as well as the month when the system attained 
the weighted age which appears on the visible portion. The significance of 
the weighted age of the energized lines of the borrower lies in the fact that 
the ability of a borrower to make payments to principal and interest depends 
ina large part on the length of time that its lines have been energized, that 
is, revenue-producing, due to the fact that consumers generally increase 
their consumption as they become older consumers. At any given time the 
total number of lines energized will not have been energized at the same time, 
some having been in operation and revenue-producing for only a short period 
of time, others fora longer period. This fact is recognized by the policy of 
granting three to five years of grace before having the payments to principal 
and interest become due and payable. The greater the weighted age of the 
lines of the borrower the better the position it should be in to pay out the 
govemment loan. The significance of the weighted age is greater in the 
first few years. 


(12) HEADQUARTERS FACILITIES - OWNED 
(13) HEADQUARTERS FACILITIES - RENTED 
Headquarters facilities, whether owned or rented will be rated as either: 


2(i1) RED" Inadequate 
(4) "GREEN" Adequate 


Data under the flap will include "date approved by the Administrator"; if 
owned, the capitalized amount; if rented, the rental. 


This information will be supplied from time to time by the fieldmen as a re- 
sult of field appraisals. 


(14) WHOLESALE POWER - SOURCE 
To be coded as to supplier: 


(2) "YELLOW": REA-financed cooperative 

(3); “BLUE* : Private Utility 

(4) "GREEN"(only): Generates all of its own 
Combination of above: Generates some of its own and buys balance 
from other source(s). 
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The name of the supplier will be entered under the flap. 


(15) CAPITAL CREDITS (RED FACTOR) - ADOPTED 


i EaeREDT Borrower has not adopted the Capital Credits 
Plan 
(4) "GREEN" Borrower has taken the necessary legal action 


to adopt Capital Credits Plan 
(16) CAPITAL CREDITS (RED FACTOR) - STATUS 


For those borrowers who have adopted the Capital Credits Plan this column 

will indicate the status of the borrowers' action in regard to the establishment 

of such credits upon its records. Under the flap will be recorded the date 

action was taken and source of information. The color coding will be as follows: 


GLyaeRED* Borrower has adopted the Capital Credits Plan 
but has taken no action to establish the re- * 
cords or assign such credits to its patrons 


(ZeEVELLOW" Borrower has established the basic records, but 
has made no assignments to its patrons 
(3)eeeBEUE™ | Borrower has established basic records and has 


made assignments to consumers for some years, 
but has not kept same on a current basis, and 
books do not show assignments for most recent 
years 

(4) "GREEN" Borrower has established all necessary records 
and made proper assignments to patrons on a 
current basis 


(17) TWO-WAY RADIO 


Color Code: 
(1ie"RED* Signifies borrower does not possess TWR 
(2 ary ELLOW" Signifies possession of TWR, but some inade- 
quacy of same 
(4) "GREEN" Signifies possession of adequate TWR 


SECTION TWO - FINANCIAL PERFORMANCE 
(20) NET WORTH AS A PERCENT OF ASSETS 


Net worth is the difference between the assets and liabilities. This item is to be 
used for the report which must be made by Management Division to Engineering 
Division of all borrowers having a net worth which is less than 5% of assets (per 
Administrative Policy Bulletin No. 14-R1) by listing all borrowers having red, 
yellow, and blue signals. 
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CRED" Indicates borrowers having weighted age of 36 months 
Or more running a deficit, that is whose liabilities 
exceed their assets 


(2) "YELLOW" Indicates borrowers having weighted age from 0 to 36 
months running a deficit 

(3) "BLUE™ Indicates borrowers whose net worth is from 1% to 5% 
of assets 

(4) "GREEN" Indicates borrowers whose net worth is greater than 


5% of assets 
Uncoded (white) Unenergized borrowers 


The information to be used in making the above evaluations is obtained from a 
report submitted quarterly by the Statistical Services Section. The amount of 
net worth is based on the accrual system of accounting as provided for in the 
Uniform System of Accounts. The net worth is the sum of figures shown in 
columns A-27, A-46, A-47, and A-48 of the Operating Report. The actual 
percentage shall be entered under the flap. This factor will be rated quarterly 
upon receipt of the Net Worth Report. 


(21) CURRENT MARGIN AS A PERCENTAGE OF ASSETS 
The current margin shows the net result of operations for the current accounting 


period and indicates the financial position for that period resulting from that 
period's operations. 


Color Code: 

Cl) ee REDS Any system having weighted age of 36 months or more 
having a current deficit 

(2) “YELLOW" Any system having weighted age of 0 to 36 months 
which has current deficit 

(3) "BLUE" Any system having a margin up to 2% of assets 

(4) "GREEN" Any system having a margin which is 2% of assets or 
greater 

UNCODED Any unenergized system 


This factor will be rated semi-annually. 
(22) INVESTMENT OF GENERAL FUNDS IN PLANT 


The significance of this factor lies in the fact that the rate structure is not de~ 
signed to provide funds to build plant, but to take care of necessary expenses, 
replacement, and debt service. Therefore, any general funds invested in plant 
may be a potential jeopardy to the government loan, since funds intended to 
take care of necessary expenses and expenditures have been used for another 
purpose. Besides REA as the financing agent loses control over plant construc~ 
tion to the extent general funds in plant are thus invested. 


-ll- 


EVALUATION 


_In view of the responsibility delegated to the Management Division with 


respect to the use of borrowers' general funds (per Administrative Policy 
Bulletin No. 6-R1), it is necessary that an appraisal be made of the in- 
vestment of general funds in plant to determine to what extent such invest- 
rent conforms with the provisions laid down in Policy Bulletin No. 6-R1, and 
and to determine whether and to what extent such investment impairs the 
govemment security or represents excessive charges made to present con- 
sumers to finance plant, bearing in mind that if the same amount of money 
were borrowed from the government, it would have to be repaid with 
interest. In making this determination, consideration shall be given to 
such appropriate financial factors as debt service requirements forecast 
and cash requirements forecast. A specific procedure for making this 
evaluation will have to await directions from the Performance Standards 
Section. 


In the meantime, ona practical basis, this factor will have to be eval- 
uated by a section field and office analysis of the adequcy of general 
funds and prospective additions thereto from projected revenues, together 
with the demands for such funds for projected operating expenses, re- 
placement, and debt service. To the extent that such funds appear to be 
in excess of such demands, and a determination has been made that such 
investment is as economically sound (and in accordance with cooperative 
principles) as establishing a cushion of credit and borrowing from the 
govemment such sums for investment, this factor will be rated as satis— 
factory, all of which presupposes that the investment is sound to begin 
with. 


Color Code: 
ClyEURED"™ Funds invested in plant have jeopardized the 
govemment's security 
(2) “YELLOW" Funds invested in plant while not sufficient to 
jeopardize security, should be reimbursed from 
loan funds 
(4) "GREEN" No investment, or investment satisfactory 


(23) TIMES STANDARD DEBT SERVICE EARNED (RED FACTOR) 


This factor is important because it shows to what extent borrower is eaming 
sufficient revenue over and above operating expenses to pay out interest 
and principal on the government loan. Standard debt service may be de- 
fined as "the normal amount required to amortize principal and interest on 
the typical 35-year loan for any given year". Standard debt service "is 
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figured at the rate of (approximately) $42.00 per year per $1,000.00 of the 
determined basic investment" (in accordance with "General Instructions for 


Preparation of Forms CO~-133 and CO-134"), 


Color Code: 
path) "RED" Any system having weighted age of 36 months or 
~ more which is earning debt service less than one 
time. 

(2)2 YELLOW" Any system having weighted age of over 36 months 
and making debt service from one to one and one- 
half times or under 36 months and not making debt 
service one time 

(3). "BLUE" Any system eaming from one to one and one-half 
times debt service under 36 months. 

(4) "GREEN" Any system earning more than one and one-half 
times debt service 

"UNCODED" Unenergized systems 


This factor may be evaluated quarterly from the quarterly report (TSDS) pre- 
pared by Statistical Services Section. _ 


(24) POWER COST - AVERAGE POWER COST PER KWH 


It is the responsibility of the Management Division in accordance with 
Administrative Policy Bulletin No. 33 to consult with the Power Division 
when called upon to do so with reference to the effect that wholesale rates 
will have have upon the retail rates and revenues of the borrowers. Further= 
more, this item of expense being one of the main operating expenses of a 
borrower, i? comes under the general purview of the Management Division 
as laid down in Administrative Policy Bulletin No. 53 as follows: "The 
Management Division is responsible for all management activities of dis- 
tribution type borrowers. " 


This average cost is computed by dividing the total power bill by total KWH 
purchased, Line G 18 of the operating report. The Power Division submits 
a statement to the Applications and Loans Division of the estimated power 
cost/K WH, which js used in the feasibility study. Semiannually, the sec- 
tion analyst will determine the average power cost/KWH over the six months 
period and code this factor as follows: 


(1) "RED" Average power cost/KWH 10% greater than average 
power cost anticipated in the feasibility study 
(4) "GREEN" Average power cost/KWH within 10% of that anti- 


cipated in the feasibility study 


A subsidiary graph will be maintained on “average power cost per kwh". A 
horizontal line will extend across the graph which will represent the average 
power cost/K WH used in the latest feasibility study. A second line will be 


maintained quarterly of the actual power cost per KWH per quarter. 
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. (25) POWER COST = POWER FACTOR 


In cases where borrowers' contracts include a power factor charge on KVA 
metered or which include any sort of power factor clause, the power cost/KWH 
will reflect the power factor because the bill from the supplier would be smaller 
for a given load with a better power factor. 


Color Code: 


tl); "RED* Power factor is such that the borrower is unable to 
take advantage of the lowest rates provided for in 
the power contract. 

(4) "GREEN" The borrower's power factor is sufficiently great to 
permit the borrower to take advantage of the lowest 
rates as far as the power factor is concerned. 


A quarterly "system power factor" may be developed for those systems where 
there is a separate power factor shown on the bill(s) for each delivery point. 
It is simply @ matter of arriving at a weighted average of the individual power 
factors as follows: 


(1) Multiply the energy delivered (metered) at each delivery point by the 
power factor for that load area as shown on each month's power bill, 
and add these amounts together. 

(2) Divide the result obtained in step (1) by the total energy metered at 
all the delivery points. The result obtained will be the monthly 
"system power factor." 

(3) Add the three monthly "system power factors"s as obtained by the above 
process, and divide by three to get the quarterly average "system 
power factor." This operation can be performed at the end of each 
quarter. 


(26) POWER COST = "KWH UNACCOUNTED FOR" AS A PERCENTAGE OF 
KWH PURCHASED 


Line G-21 of operating report shows the difference between KWH purchased 
and KWH sold. This loss, commonly referred to as line loss, is the result of 
several factors: various power losses of one kind or another, design of the 
system, size of transformers installed, poorly cleared or uncleared Right-d- 
Way, and broken insulators. This energy loss is important from a management 
standpoint. To the extent that these items can be controlled by improving or 
correcting these factors, the overall power cost required to serve the connected 
load can be reduced. 


Color Code: 


Cee neDe Line loss greater than 20% 
(4) "GREEN" Line loss 20% or under 
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This factor is rated quarterly by computing the average line loss for three months. 
(27) POWER COST - LOAD FACTOR 


The American Standards Association defines "load factor" as "the ratio of the 
average load over a designated period to the peak load occurring in that period". 
The significance of this factor lies in the fact that an improved load factor would 
mean a lower unit cost for power (power cost per kwh sold) because more energy 
would then be bought by the borrower without significantly increasing the demand 
charge. In other words, by improving the load factor, the borrower will be buying 
more power at a lower unit cost, while at the same time increasing his revenue. 


A quarterly load factor will be determined in the following manner: 


(1) Each time the operating report is received, the peak demand will be 
entered thereon as shown on the power bill. 
(2) Determine quarterly the borrower's average load over the three month 
period by adding the total energy (kwh) sold for each of the three 
| months to get the total energy sold during the quarter and dividing this sum 
| by 2190 hours (1/4 of the total number of hours in a year). 
| (3) Determine average peak load for the quarter by adding the three peak 
loads (which he has recorded each month on the operating report) and 
dividing the result by 3. 
(4) Divide the result obtained in step (1) above by the result obtained in 
step (2). This gives an approximate average load factor. 


A graph of the load factor will be maintained quarterly by the section 
analyst. The vertical axis will indicate percentages with a horizontal 
line extending across the graph indicating 100%. The horizontal axis 
will indicate years, divided into quarters. The analyst will plot the 
current load factor and connect this point with that of the preceding 
quarter. The graph will show the trend of the load factor indicating 
whether the load factor is increasing, decreasing, or remaining constant. 


Color Code: 
Cie RED™ Any system having a load factor below 40% at any deliv- 
ery of metering point, or a quarterly average load factor 
’ below 40%. 
ae oREEN® Any system having a load factor of 40% or above at each 


delivery or metering point, and the average quarterly 
load factor is 40% or above. 


In cases where there is more than one delivery point, and a separate bill is rendered 
for each delivery point, a "system load factor" will be determined in the following 


manners 


-15- 


(1) Each time the operating report is received, the peak demands at the 
_ various delivery points as shown on the power bills will be entered 
on the margin of the operating report in Section G. 

(2) The total energy sold during the quarter will be determined by adding 
the total energy sold for each of the three months; as shown on Line 
G-20 of the operating report. 

(3) The quarterly average peak demand at each delivery point will be 
determined by adding the last months’ peak demand at that point and 
divide the sum by three, 

(4) Each one of these average peak demands will be multiplied by 2190 
hours and the resulting products will be added together. 

(5) The total energy sold during the quarter (shown in step 2) will be di- 
vided by the result obtained in step 4; thus giving a "system load 
factor." 


Thus: 


KWH) -k KWH» + KWH3 
KW] + KWo + ...KW,, X 2190 


Where KWH is the total energy sold during each of the 3 months and 
KW is the individual peak demand at each delivery point. 


FEASIBILITY FACTORS 


The following items (Factor 28 through Factor 44) are evaluated in part with 
reference to feasibility estimates. This has not been done out of a slavish devo- 
tion to these estimates nor with any intent of forcing these amounts to stay within 
the noms established, nor with any implication that any particular item should do 
so as long as expenses are reasonable and justifiable, and all expenditures, long- 
term replacement, and debt service are covered by revenues. It is recognized that 
expenditures greater or less than feasibility estimates can be satisfactory, and that 
certain expenditures larger than feasibility estimates can be offset by other expendi- 
tures which over the loan period prove to be less than the amount included in the 
feasibility study. The relative importance of each item can only be evaluated in 
conjunction with all other items of this type included in the feasibility study. The 
overall level of these expenditures is important insofar as they relate to the revenue 
as estimated in the feasibility study. In essence, the feasibility study is thus being 
used as a standard of comparison, because any changes therefrom must be compensated 
for by deviations in other items. Unless such compensations exist or can be brought 
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about through improved management, such as an increased level of revenue, 
the security of the loan is impaired by any substantial departure from feasi- 
bility estimates, and the financial and operational success of the borrower 
endangered. 


(28) DISTRIBUTION EXPENSE - OPERATIONS - AS A PERCENT OF INVEST- 
MENT 


This cost is significant as one component part of the overall financial opera- 
tions. In accordance with Administrative Bulletin No. 75, the feasibility of 
the loan is determined in part on the basis that the expenditures for "operations" 
(tree-trimming, patrolling, fusing, changing and testing meters, etc.) will be 
an amount equivalent to 1% of the distribution plant cost. The extent to which 
this expenditure approximates this amount furnishes the basis for evaluating 

this factor. This factor will be evaluated annually in accordance with the time 
table maintained in the Office Managers' control calendar. | 


Color Code: 


CL) ee RED” Distribution expense - operations - less than 9/10 
of 1% of distribution plant cost or greater than 
| |A0% of distribution plant cost. (In other words, 
a variance of more than ten percent above or below 
the norm established in the feasibility study, ) 

(4) "GREEN" Distribution expense - operations - is from 9/10 of 
1% of distribution plant cost to 1 1/10% of distri- 
bution plant cost. 


(29) DISTRIBUTION EXPENSE - OPERATIONS ~- TREND 


The trend of this expense is of interest to management, because while the expense 
may currently be "out of line" with the nom, it may be approaching a satisfactory 
magnitude, or conversely, while currently approximating the norm, the trend may 
be away from the norm. 


Color Code: 
(1) "RED" Trend away from norm 
(4) "GREEN" Trend toward the norm 


A graph will be maintained in conjunction with this factor as a visual aid which 
will portray the operations expense as a percentage of distribution plant cost and 
also show the trend toward or away from the norm or the fluctuations around the 
norm, on an annual basis. The years will extend across the horizontal axis and the 
vertical axis will give percentages. A permanent line will extend horizontally 
across the graph at 1% as an indication of the norm. 
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(30) DISTRIBUTION EXPENSE - OPERATIONS 
(To be coded according to a "performance standard" when developed. ) 


(31) DISTRIBUTION EXPENSE - MAINTENANCE AS A PERCENT OF INVEST- 
MENT 


This cost is significant as another component part of the overall financial opera- 
tions. In accordance with Administrative Bulletin No. 75, the feasibility of 

the loan is determined in part on the basis that the expenditures for "maintenance" 
will be an amount equivalent to 1% of the distribution plant cost. The extent to 
which this expenditure approximates this amount furnishes the basis for evaluating 
this factor. This factor will be evaluated annually. 


Color Code: 

())2RED" Distribution expense - maintenanée - less than 9/10 of 
1% of distribution plant cost or greater than 1 1/10% 
of distribution plant cost. (In other words, a variance 
of more than ten percent above or below the norm 
established in the feasibility study.) 

(4) "GREEN" Distribution expense - maintenance - is from 9/10 of 
1% of distribution plant cost to 1 1/10% of distribution 
plant cost. 


(32) DISTRIBUTION EXPENSE - MAINTENANCE ~- TREND 


The trend of this expense is of interest to management, because while the expense 
may currently be "out of line" with the norm, it may be approaching a satisfactory 
magnitude, or conversely, while currently approximating the nom, the trend may 
be away from the norm. 


Color Code: 
Ciise RED" Trend away from norm 
(4) "GREEN" Trend toward the norm 


A graph will be maintained in conjunction with this factor af a visual aid which 
will portray the operations expense as a percentage of distribution plant cost and 
also show the trend toward or away from the nom or the fluctuations around the 
norm, on an annual basis. The years will extend across the horizontal axis and 

the vertical axis will show percentages. A permanent line will extend horizontally 
across the graph at 1% as an indication of the norm. 


(33) DISTRIBUTION EXPENSE - MAINTENANCE 


(To be coded according to a "performance standard" when developed) In any 
thorough analysis, the preceding six factors (factors 26 through 31) should always 
be taken in conjunction with physical maintenance and operation program, in 
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order to determine whether sufficient physical returns are being realized from 
the monetary outlays for these purposes. ) 


(34) GENERAL ADMINISTRATIVE EXPENSE - AS PERCENT OF INVESTMENT 


In making feasibility studies, it is assumed that 2% of estimated cost of physi- 
cal plant will be and/or should be expended annually on the average for gen- 
eral administrative expenses. As in the two foregoing cases, this would only 
represent an approximation at any one time, particularly so in the construction 
period; however, since this item is one of the important components which 
determine the current and long-run financial condition of the borrower, it is 
necessary to keep currently informed as to its condition and tendency in con- 
junction with all other such determinants. The extent to which this expenditure 
approximates 2% of distribution plant cost furnishes the basis for the evaluation 
of this factor. This factor will be evaluated annually in accordance with the 
time-table maintained in the Office Manager's Control Calendar. 


Color Code: 


(1) "RED" General administrative expense - less than 1 9/10% 
of distribution plant cost or greater than 2 1/10% of 
distribution plant cost. (In other words, a variance 
of more than ten percent above or below the norm 
established in the feasibility study.) 

(4) "GREEN" Distribution expense - general administrative expenses~ 
is from 9/10 of 1% of distribution plant cost to 1 1/10% 
of distribution plant cost. 


(35) GENERAL ADMINISTRATIVE EXPENSES - TREND 


The trend of this expense is of interest to management, because while the ex- 
pense may currently be "out of line" with the norm, it may be approaching a 
satisfactory magnitude, or conversely, while currently approximating the norm, 
the trend may be away from the nom. 


Color Code: 
(1) "RED" Trend away from norm 
(4) "GREEN" Trend toward thenorm 


"UNCODED" Constant trend 


A graph will be maintained in conjunction with this factor as a visual aid which 
will protray the operations expense as a percentage of distribution plant cost and 
also show the trend toward or away from the nom or the fluctuations around the 
norm, on an annual basis. The years will extend across the horizontal axis and 
the vertical axis will show percentages. A permanent line will extend horizontal- 
ly across the graph at 1% as an indication of the nom. 
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(36) GENERAL ADMINISTRATIVE EXPENSES 
(To be coded according to a "performance standard" when developed.) 
(37) TAXES 
In preparing the feasibility study, a certain tax expense was anticipated. Con- 
sequently, it is important to know to what extent this particular cost approximates 
the estimate. 


Color Code: 


(1) "RED" Not in line with feasibility study 
(4) "GREEN" In line with feasibility study 


Under the flap, the amount anticipated in the feasibility study will be entered. 
(38) INSURANCE 
In preparing the feasibility study, a certain insurance expense was anticipated. 


Consequently, it is important to know to what extent this particular cost approxi- 
mates the estimate. 


Color Code: 
Cha REDS! Not in line with feasibility study 
(4) "GREEN" In line with feasibility study 


Under the flap, the amount anticipated in the feasibility study will be entered. 


(39) REVENUE PER CONSUMER - ACTUAL 


The feasibility study on the basis of which loans are made gives a "required 

monthly revenue per member". When loans are made in part on the basis of an 
estimated expenditure, then it is incumbent upon management analysts to compare 
such estimated revenue with the actual to determine whether the estimated revenues 
were reasonably accurate, and if so, to see if the realized revenues are in line with 
the estimate. It is recognized that revenue-per-consumer as shown on the feasibility 
study is an estimated average over the full Toan period; therefore, the actual revenue- 
per-consumer during the early life of the loan will tend to be lower than it will be 
during the latter part of the loan period. Consideration is given to this point in the 
evaluation coding below, which is done on a weighted age basis. Since this item 

is one of the important components which determine the current and long-run finan- 
cial condition of the borrower, it is necessary to keep currently informed as to its 
condition and tendency in conjunction with all other such determinants. 


It is further recognized that an overall "revenue-per-consumer" average is composed 
of revenues realized from several types of consumers, farm, non=farm residents, 


< 
i 
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commercial, etc., each of which must be examined in turn when making a 
thorough analysis of revenues. 


The actual average monthly revenue-per-consumer will be determined in the 
SPC 
following manner: 


(1) Add the total revenue for all classes of consumers for each month 
during the 12-month period, line 10E, ADM 29C, under column 
"Amount Billed", and divide this amount by 12, to obtain the 
average total revenue per month. 

(2) Add total number of consumers billed for each of the 12 months, 
line 1OE, ADM 29C, under column "Consumers Billed" and divide 
by 12, to obtain the average number of consumers billed per month. 

(3) Divide the average total revenue per month, obtained in step (1) 
by the average number of consumers billed per month, obtained in 
step (2). This gives the actual average monthly revenue per con- 
sumer for the year. 


This factor will be evaluated annually and coded as follows: 


Cig RED! System has a weighted age of 36 months or more, 
but its revenue-per-consumer is less than 90% of 
feasibility estimate. 

Ry HYELLOW" System has a weighted age of less than 36 months 
but its revenue-per-consumer is less than 90% of 
feasibility estimate. 

(3) "BLUE" System has a weighted age of 60 months or more 
and a revenue~per-consumer which is between 90% 
and 100% of feasibility estimate. 

(4) "GREEN" System's weighted age is 60 months or more and 
revenue~per-consumer is 100% or more of feasi- 
bility estimate, or its weighted age is less than 
60 months and its revenue-per-consumer is between 
90% and 100% of feasibiJity estimate. 


The actual average monthly revenue-per-consumer will be computed at the 

end of each fiscal year in accordance with the time~table maintained in the 
Office Manager's Control Calendar and will be entered on the undisplayed 
portion of the column, and the visible portion will be color-coded at that ‘time. 


A graph will be maintained in conjunction with this factor which will portray 
the actual average monthly revenue-per~consumer and show the trend toward 

or away from the feasibility estimate on an annual basis. The horizontal axis 
will represent time in years and the vertical axis will represent average monthly 
revenue-per-consumer. A permanent line will extend horizontally across the 
graph indicating the "required monthly revenue per member" as shown in the 
latest feasibility study. 
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(40) REVENUE PER CONSUMER - FEASIBILITY 


Whenever a feasibility study is received from the Application and Loans 
Division, the estimated revenue-per-consumer will be entered in the 
visible portion of this column. 


(41) AVERAGE MONTHLY REVENUE-PER-MILE - ACTUAL 


The feasibility study on the basis of which loans are made gives a “required 
monthly revenue per mile." This, then, is another possible standard of com- 
parison which can be used as one criterion for measuring and evaluating 
financial performance. The same rationale which pertains to revenue-per- 
consumer applies here to revenue-per-mile. It is recognized that revenue- 
per-mile as shown on the feasibility study is an estimated average over the 
full loan period; therefore, the actual revenue-per-mile during the early 
life of the loan will tend to be lower than it will be during the latter part 

of the loan period. Consideration is given to this point in the evaluation 
coding below, which is done on a weighted age basis. Since this item is 
one of the important components which determine the current and long-run 
financial condition of the borrower, it is necessary to keep currently inform= 
ed as to its condition and tendency in conjunction with all other such deter- 
minants. 


The actual average monthly revenue-per-mile wil! be obtained as follows: 


(1) Add the total revenue received each month as shown on Line 10E 
of the monthly operating report (ADM 29C) for each of the twelve 
months during the period, and divide this sum by 12 to obtain the 
average monthly revenue for the 12-month period. 

(2) Add the amounts shown on Line 29G of the monthly operating report 

- (ADM 29C) for each of the twelve months during the period and di- 

vide this sum by 12 to obtain the average number of miles energized 
during the 12=month period. 

(3) Divide the average monthly revenue obtained in step (1) by the 
average number of lines energized, step (2). This gives the actual 
average monthly revenue~per-mile for the 12-month period. 


This factor will be evaluated annually and coded as follows: 


(Tee RED" System's weighted age is 36 months or more but the 
revenue-per-mile is less than 90% of feasibility 
estimate. 


(2) "YELLOW" System's weighted age is less than 36 months but the 
revenue=per-mile is less than 90% of feasibility 
estimate. 

(3) "BLUE" System's weighted age is 60 months or more and the 
revenue-per-mile is between 90% and 100% of 
feasibility estimate. 
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(4) "GREEN" System's weighted age is 60 months or more and the 
revenue~per-mile is 100% or more of feasibility 
study, or its weighted age is less than 60 months and 
the revenue-per-mile is between 90% and 100% of 
feasibility estimate. 


The actual average monthly revenue-per-mile will be computed at the end of 
each fiscal year in accordance with the Office Manager's Control Calendar, 
and will be entered in the undisplayed portion. The visible portion will be 
color~coded at the same time. 


A graph will be maintained in conjunction with this factor which will portray 
the actual average monthly revenue-per-mile and show the trend toward or 
away from the feasibility estimate on an annual basis. The horizontal axis 
will represent time in years and the vertical axis will represent average 
monthly revenue-per~mile. A permanent line will extend horizontally across 
the graph indicating the "required monthly revenue per member" as shown on 
the latest feasibility study. 


(42) REVENUE-PER-MILE - FEASIBILITY 


Whenever a feasibility study is made and received from Applications and Loans 
Division, the estimated revenue-per-mile will be entered in the visible portion 
of this column. 


(43) AVERAGE KWH CONSUMPTION PER CONSUMER - ACTUAL 


According the Administrative Bulletin No. 37, the Management Division is 
responsible for "advising A & L of borrowers with low kwh consumption - when 
indicated by Management studies." The determination of the adequacy of the 
kwh consumption shall be made by comparing annually the actual kwh consump~ 
tion per consumer as shown on the operating reports with the average kwh con- 
sumption per consumer anticipated in the feasibility study. 


The actual annual kwh consumption per consumer will be computed as follows: 


(1) Add the total kwh sold, Line 10E, ADM 29C, on each of the twelve 
operating reports for the 12-month period to obtain the total annual 
kwh consumption. 

(2) Add the total number of "Consumers Billed", Line 10E, ADM 29C, on 
each of the twelve operating reports and divide this sum by 12 to obtain 
the average number of consumers billed for the 12-month period. 

(3) Divide the total annual kwh consumption obtained in step (1) by the 
average number of consumers billed, step (2). This gives the AVERAGE 
KWH CONSUMPTION PER CONSUMER - ACTUAL. 


NOTE: The time when this operation shall be performed will be controlled by 
an appropriate entry on the Office Manager's Control Calendar 
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described in a later section of this manual. 
This factor will be evaluated annually and coded as follows: 


(1) "RED" System has a weighted age of 36 months or more, but 

its average kwh consumption per consumer is less than 
90% of feasibility estimate. 

(2) "YELLOW" System has a weighted age of less than 36 months but 
its average kwh consumption per consumer is less than 
90% of feasibility estimate. 

(3) "BLUE" System has a weighted age of 60 months or more and 
an average kwh consumption per consumer which is 
between 90% and 100 % of feasibility estimate. 

(4) "GREEN" System's weighted age is 60 months or more and aver- 
age kwh consumption per consumer is 100% or more of 
feasibility estimate, or its weighted age is less than 
60 months and its average kwh consumption is between 
90% and 100% of feasibility estimate. 


Whenever this factor displays a red or yellow signal, a report should be sent 
to the Applications and Loans Division advising that the borrower has a low 
average kwh consumption per consumer. 


This factor will be coded annually in accordance with the time-table main- 
tained in the Office Manager's Control Calendar. 


A graph will be maintained in conjunction with this factor which will portray 
the actual average annual kwh consumption per consumer and show the trend 
toward or away from the estimated average annual kwh consumption per con- 
sumer derived from the feasibility study - shown in the following factor. When 
the actual annual kwh consumption per consumer varies substantially from the 
amount shown for the following factor, it will be necessary to investigate the 
consumption of each of the classes of consumers, farm, non-farm, residential, 
commercial, etc. 


(44) AVERAGE KWH CONSUMPTION PER CONSUMER - FEASIBILITY 


Section D, Sheet # 2 of the Feasibility Study: "Estimated Annual Receipts", 
shows an estimated total annual kwh consumptions for all classes of consumers 
and also gives the estimated total number of consumers. For the purposes of 
informing the Applications and Loans Division of low kwh consumption, in 
conformity with Administrative Bulletin No. 37, and comparing the actual 
consumption with the latest feasibility estimate, the average annual kwh 
consumption per consumer will be derived from the Feasibility Study by di- 
viding the estimated total kwh consumption by the estimated number of con- 
sumers shown in Section D. This figure will be entered on the visible portion 
in this column, and the Feasibility Study from which this figure is derived will 
be cited in the undisplayed portion under the flap. This will be done each 
time a new Feasibility Study is received. 
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(45) RETAIL RATES 


The following factors have to be considered in order to evaluate the adequacy 
of the retail rate structure: ‘ 


(1) Power Cost (Factor 24 through 27) 

(2) Current Expenses: 
a. Operations (Factors 28, 29, 30) 
b. Maintenance (Factors 31, 32, 33) 
c. General Administration (Factors 34, 35,' 36) 
d. Taxes (Factor 37) , 

(3) Replacement (Factor 50) 

(4) Debt Service (Debt Service Graph) 

(5) KWH Consumption per Consumer (Factors 43, 44) 

(6) Number of Consumers (Factors 8, 9, 10) 

(7) Income Levels of Consumers (Program Analysis Section) 
lt has been demonstrated in studies made by the Bureau of Agricultural 
Economics in conjunction with state experiment stations in Georgia, 
lowa, and Washington that the consumption of electricity varies directly 
with the income levels of consumers. | 

(8) Elasticity of Demand (Program Analysis Section) 


The retail rate structure is based on certain assumtions conceming necessary 
expenses and expenditures, estimated consumption, number of consumers, 
elasticity of demand, and competition. 


Retail Rates are established to bring in sufficient revenues to cover all reasonable 
and normal expenses, plus 1% Long-Term Replacement of utility plant, and debt 
service. In establishing the feasibility of the loan, estimates of these items are 
made as follows in accordance with Administrative Policy Bulletin No. 75: 


Operations 1% of estimated physical plant cost 
Maintenance 1% of estimated physical plant cost 
Replacement 1% of estimated physical plant cost 
General Administration 2% of estimated physical plant cost 
Debt Repayment and interest 4.1% of total loans * 

Taxes As determined 

insurance As determined 

Power Cost As purchased or generated 


*Above percentage is for a 35 year loan with 5 year interest accumulation period. 
Necessary adjustments must be made for interest accumulation, Section 12 exten= 
sions, and variation in loan and accumulation periods. 


lt cannot be expected, however, that the borrowers' actual revenues as deter- 
mined by the retail rates in conjunction with actual consumption patterns and 
actual expenses and expenditures will at any given time exactly cover these 
expenses and expenditures, leaving no surplus or deficit, because if the rate 
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structure has been correctly set up, there will necessarily be surpluses and 
deficits at different times during the life of the loan. For example, main~ 
tenance will not be so heavy at first, when the plant is new, while debt 
service is on an accrual basis during the first years and in a state of 
abeyance. Whenever a rate structure is set up or a study for a rate revision 
undertaken, A & L furnishes the rate specialist information as to additional 
loans which will be needed to finance additional plant construction to serve 
ultimate consumers anticipated. Thus, the rate specialist sets up a rate 
structure which will be sufficient to put the borrower on a pay-out basis over 
the long run. 


The problem of determining the adequacy of a rate structure at any given 
time after the loan has been made, the lines energized, and the cooperative 
has actually goften into an operating phase is the determination of what 

- variations have taken place in any of the above factors from the feasibility 
estimates, and to what extent such variations can be averaged out over the 
life of the loan. An examination and analysis of each of the items listed 
above wil! have to be made as to its reasonableness and normality, and 
possibility of correction and improvement. Only after a determination has 
been made that all items of expense and expenditure are in line or cannot 
be further improved upon over a reasonable period of time, that kwh con- 
sumption per consumer cannot be built up, the number of consumers sub- 
stantially increased, or that the income level of consumers is not rising, 
can it be assumed that a rate revision is necessary. 


Consequently, no evaluation can be placed on this factor until a five or 
ten year forecast is made on the basis of projected revenues under the pre- 
sent rate structure, with a reasonable allowance for changes in consumption 
patterns, projected expenses, replacement, and debt service covering the 
period. if over this period of time the projected revenues do not cover the 
projected expenditures, it can be concluded that the retail rate structure 

is inadequate. If, on the other hand, projected revenues substantially 
exceed projected expenditures, including operations, maintenance, admin- 
istration, replacement, and debt service, it can be concluded that a rate 
study should be made as to the desirability of a rate reduction. 


Color Code: 
(4) “GREEN” A five or ten year projection of revenues and expend- 
itures reveals a reasonable surplus. 
(1) “RED” Forecast reveals a deficit or an excessive surplus. 


UNCODED (WHITE) No forecast of projected revenues and 
expenditures has been made. 


OE 
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SECTION III - OPERATIONAL PERFORMANCE 
(48) OPERATIONS PROGRAM 


It. is an important and necessary function of management to insure that proper 
_and reasonable expenditures are made for operations of the system (tree- 
trimming, patrolling, fusing, changing and testing meters, etc.), neither too 
little, too late, or too much. Administrative Bulletin No. 11 states: "In 
representing the Govemment as mortgagee, and in the achievement of the 
purposes of the Rural Electrification Act of 1936, as amended, it is the 
responsibility of the REA to assure itself that the physical properties which 
serve as security for the loans are properly operated and maintained and to 
offer to its borrowers technical assistance in this connection. The Management 
Division is responsible for: 


a. Encouraging borrowers as a phase of general management to undertake 
and carry out an adequate program of technical operations and mainte~ 
nance of their physical facilities, and to recommend that they use the 
specialized services of the Engineering or Power Divisions, as the case 
may be, in developing such programs in accordance with policy above. 

b. Assisting borrowers in making the cost of such activities an element in the 
budgetary plans, including revisions thereof, after consultation with the 
Engineering or Power Divisions concerning the budgeting of expense in- 
volved in these activities. 

c. Informing the Engineering or Power Divisions of any substantial differences 
between budgeted and actual expenditures for these activities, and the 
bearing of these differences on the borrower's general management in 
order that these Divisions may recommend corrective action where necessary. 

d. Advising the Engineering and Power Divisions of borrowers which, from a 
general management standpoint, are most in need of special assistance in 
these activities." 


At the time of the review by Management Division of the borrower's annual 
operating budget, this factor will be evaluated and coded as follows: 


Color Code: 


Gy ae REDS A deviation of 15% or more from the amount budgeted 
for the operations program; or, in any case, an inade~ 
quate program when advised of such by Engineering 


Division 

(2) "YELLOW" A deviation of 10% to 15% from the amount budgeted 
for the operations program 

(3) "GREEN" Actual expenditure for operations program is within 


10% of amount budgeted, and Engineering Division 
has furnished no evidence of an inadequate physical 
operation of utility plant. 
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The amount budgeted for the operations program will be entered in the undis- 
played portion of this column underneath the flap. 


(49) MAINTENANCE PROGRAM 


_ Administrative Bulletin No. 11, quoted above under Factor 48, Operations 
Program, also covers the responsibility of Management Division with reference 
to the Maintenance Program. The physical Maintenance Program will be 
similarly evaluated and coded, in accordance with the time-table maintained 
in the Office Manager's Control Calendar. (At the time of the review of the 
borrower's annual operating budget. ) 


Color Code: 


(ij: * RED" A deviation of 15% or more from the 
amount budgeted for the Maintenance 
Program, or, in any case an inadequate 
program when advised of such by the 
Engineering Division. 

(2) "YELLOW" A deviation of 10% to 15% from the 
amount budgeted for the Maintenance 
Program. 

(3) "GREEN" Actual expenditure for Maintenance 
Program within 10% of amount budgeted 
and Engineering Division has furnished 
no evidence of an inadequate physical 
maintenance. 


(50) REPLACEMENT PROGRAM 


It is the responsibility of the Management Division to render "assistance to 
borrowers with reference to the handling and disposition of general and 
operating funds." Part of this responsibility is to insure that sufficient funds 
are provided for replacement in accordance with Administrative Policy Bulle- 
tin No. 9, and used in replacing retired units of property. 


Color Code: 


CG)", RED* Borrower has not set up funds, or is not 
making sufficient revenue, in which 
case a note to this effect will be entered 
under the flap. 

(4) "GREEN" Adequate replacement program, funds 
have been set up for this purpose. 


Source of information: Field appraisals. 


The above coding will be brought up-to-date whenever a change occurs as 
indicated in the field appraisals. (These various factors will be useful in 
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evaluating the adequacy of field appraisals by checking whether all neces- 
sary, pertinent, and essential conditions and factors are being appraised and 
reported upon). 


_ (ST) QUALITY OF CONSUMER SERVICE (RED FACTOR) 


The purpose of an electrical cooperative is to furnish electrical service at 
cost (plus repayment of debt) on a continuous and adequate basis. A coopera- 
tive which does not provide quality (continuous and adequate) service cannot 
expect to pay out the government loan or to fulfill the purposes of the REA 
Act. It is a prime responsibility of cooperative management to insure that 
quality service is provided to consumers, and the Management Division of 
REA "is responsible for all management activities of distribution-type bor- 
rowers." (Administrative Bulletin No. 53). 


In line with this program, it is the responsibility of the Management Division 
to maintain field checks by reviewing operating records as to voltage regu- 
lation, continuity of service and number of outages, and to see that necessary 
records are being maintained in this connection. 


Source of information: Examination of borrower's operating records and 
appraisals by field personnel and/or reports from Engineering Division. A 
man should be assigned to make a study semi~annually of all cooperatives 
with respect to this condition on the basis of which this factor should be rated 
as follows: 


Ch) RED! System does not have the necessary 
records and/or is not giving quality 
service. 

(2) "YELLOW" System has adequate plant for giving 


quality service and records for ascer- 
taining the quality of service being 
given, but is not doing anything 
about it. 

(4) "GREEN" System has necessary records and is 
giving quality service (continuous 
service with adequate voltage). 


(52) MAINTENANCE OF GENERAL PLANT (OFFICE EQUIPMENT) 


The maintenance of general plant and equipment is a function of good manage- 
ment of a cooperative, and the appraisal of such maintenance logically falls 
within the purview of the Management Division in assisting and advising distri- 
bution-type cooperative on their management activities (#53), and particularly 
with reference to provision for necessary funds for such maintenance in the 
operating budget and the proper expenditure of such funds (Administrative 
Policy Bulletin No. 9). 
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Color Code: 
ft). 22RED" Inadequate maintenance and/or no pro- 
vision in operating budget. 
(4) "GREEN" Adequate provision made in operating 
budget and proper expenditures being 
made. 


Source of information: Field personnel will be assigned to evaluate the ade- 
quacy of the maintenance of general plant, and this factor shall be re-evaluat- 
ed whenever a change is reported from the field. 


SECTION IV - MANAGEMENT PERFORMANCE 


All factors listed in this section will be included on a fom to be called "Field 
Representative's Rating Sheet on Management Performance." This report will 
be sent in periodically for all borrowers and the various factors on the Manage- 
ment Program Control Board under the "Management Performance Section" will 
be coded in conformance with this report, together with any additional infor- 
mation which may be available in the home office. This report will be cited 
under the flap as the basis for this coding and for any other pertinent informa- 
tion which it may contain as to the management performance of the particular 
cooperative rated. This report will contain the following questions and items 
to be answered and/or commented upon in making the evaluation of the 
various factors. 


(55) MANAGER'S CAPABILITY AND PERFORMANCE 


Whenever a new manager goes on a cooperative, a field representative will 
be sent to make a managerial appraisal of the cooperative by means of the 
"Field Representative's Rating Sheet of Management Performance;" at the 
end of three months a field representative will make another such appraisal, 
and again at the end of six months, at which time the field representative 
will make a recommendation as to whether the manager should be approved 
for permanent appointment). This factor will be evaluated on the basis of 
the following questions and items: 


(1) Education; 

High School No. of Years Year Graduated 

College No. of Yrs. attended Degree(s) Year 
Year 

State courses pursued in the following fields: 

Public or human relations 

Psychology 

Sociology 

Accounting 

Economics 


Law (Business, other) 


: 


Ag 


efi 


Organization and Management 

Statistics 

Industrial Production and Management 

Public Administration 
(2) Membership in organizations: 

Professional, honorary, fratemal, or other such societies to which manager 

or intern belongs 
(3) Experience: 

Supervisory (Specify position, salary, employer, and dates of employment) 
(4) Management 

Electrical Industry 

Cooperatives 

Government 

Group Leadership (Boy Scouts, campus activities, lodges, etc.) 
(5) Remarks and other pertinent information: 


Color Code: 
Gm eREDY Inadequate 
(4) "GREEN" Adequate 


(56) CONSUMER EDUCATION AND PUBLIC RELATIONS 


(1) Does the cooperative have an informed participating membership ? 

(2) What was the total attendance at the last Annual Meeting; what was 
this attendance as a percentage of total membership? 

(3) Does the management regularly send out a newsletter? 

(4) Are consumers satisfied with operations and services? (This question may 
be answered in part on the basis of opinions gathered from board members 
and others gathered by the representative while visiting the co-op’ but 
may have to be further evaluated and/or corrected in the sectional 
office on the basis of letters received from members.) 


Color Code: 
Ce REDS Inadequate 
y (4) "GREEN" Adequate 


(57) PERSONNEL STAFFING 


(1) Does the system have an organizational chart? 
(2) Does it have adequate personnel to perform all functions? 
(3) Is any nepotism present? 


1 CORY bles aire ote gl + 
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Color Code: 
(1 )e"RED" Inadequate 
(4) "GREEN" Adequate 


(58) EMPLOYEE TRAINING AND PERFORMANCE 


(1) Is there a job description for every position? 
(2) Is there an internal training and improvement program ? 


Color Code: 
(})ae RED" Inadequate 
(4) "GREEN" Adequate 


(59) EMPLOYMENT POLICY 


(1) Does the co-op have an employment policy in regard to safety and 
training, wages and hours, vacation and retirement, etc? 

(2) Is it adequate ? 

(3) Does it adhere to it? 


Color Code: 
al) RED" Borrower does not have policy and its 
policy 

labor relations very bad. 

(2 eAYELLOW"! Has a policy, but not adequate, or 
labor relationships bad 

(3). "BLUE" Has an adequate policy, but not ade- 
quately adhering thereto 

(4) "GREEN" Has an adequate policy and are ad- 


hering thereto 


(60) BOARD PERFORMANCE 


(1) Is the board representative of the membership ? 

(2) Does the board, as a whole or individually, interfere with the 
manager's responsibility and performance ? 

(3) Does it work well together as a group? (Presence of factions ?) 

(4) Do all members of the board participate actively in the discharge 
of their responsibilities? 

(5) Does the board maintain interest and participation in related 
assignments such as the Statewide and the National ? 

(6) Extent of rotation in office. 

(7) Do the minutes present adequate coverage of board meetings and 
actions ? 

(8) Does board formulate policies that are operative? 


salen ati sil 
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Color Code: 
(T)) "RED" Inadequate 
(4) "GREEN" Adequate 


_ (61) OPERATING BUDGET 


(1) Is one prepared ? 

(2) Is it adequate and reasonable? 

(3) Is the co-op using it? 

(4) Is there an adequate process for improving deficiencies in the budget? 


Color Code: 
(1) 2RED* Inadequate 
(4) "GREEN" Adequate 


(62) MANAGER'S REPORT TO THE BOARD 


(1) Does he make one? 

(2) Is it complete and representative of the operation? 

(3) Is manager taking extraordinary actions without reporting same to the 
board? (e.g., unusual contracts, expenditures, commitments, agree- 
ments, special problems). 

(4) Is the report a clear, concise, orderly summary of actions and opera- 
tions, or is it rambling, verbose, ambiguous, incomplete? 

(5) Reception by the board: to what extent has the board assimilated its 
contents, acted upon them, and approved or disapproved actions, 
operations, and proposals reported therein? 


Color Code: 
(lye *RED* Inadequate 
(4) "GREEN" Adequate 


(63) PAYMENT OF DEBT SERVICE (RED ITEM) 


(1) Is the co-op putting aside the necessary reserves to Account 114.1 in 
accordance with Administrative Bulletin No. 9? 
(2) Is the co-op maintaining a Debt Service Graph? 


Color Code: 
CIySERED" Delinquent 
(4) "GREEN" Current 


UNCODED In grace period 
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(64) INSURANCE 


(1) Does the co-op carry adequate insurance in accordance with Admin- 
istrative Bulletins Nos. 25 and 26? 


Color Code: 
(1) "RED" No 
(4) "GREEN" Yes , 


(65) CONSUMER DELINQUENCIES 


(1) Is there an adequate policy governing billing and collecting ? 

(2) Does the co-op adhere to the policy? 

(3) Does the co-op maintain adequate reserves for Uncollectible Accounts 
in accordance with the Uniform System of Accounting ? 


Color Code; 
(1) RED" Delinquencies of more than 30 days are 
greater than provision for Uncollectible 
Accounts in Uniform System of ‘Accounts 
(4) "GREEN" Delinquencies do not exceed said provision 


(66) ESTABLISHMENT OF GENERAL FUND RESERVES ts indicated in Adminis~- 
trative policy Bulletin No. 9) 


Administrative Policy Bulletin No. 9 provides that, "at the end of each month 
the General and Operating Funds Accounts (120.1, 122.0) should be adjusted 
to provide ... funds for the following month, and reserves for future needs..." 


(1) Has the system been adjusting its accounts and providing the reserves 
as required in this bulletin? 


Color Code: 
() ="RED* No 
(4) "GREEN" Yes 
UNCODED System not yet energized 


(67) OPERATING REPORTS 


The borrower is required under the terms of his loan contract to submit such 
financial and other operating reports and such other documents as the Admin- 


istrator may require. 


An 


* (1) Is the operating report being prepared in accordance with the "in- 
structions for the Preparation of the Monthly Financial and Statistical 


Report?" 
Color Code: 
(1) “" RED" No 
ay EELOW" Delinquent or deficient as to quality, 
accuracy and reliability. 
(4) "GREEN" Yes 


This factor will be evaluated by the sectional analyst, and it will be the respon- 
sibility of the field man to correct any deficiencies in the preparing or submitting 
of this report. 


SUBSIDIARY GRAPHS 


Graphs will be maintained of the actual maintenance, operation, and adminis- 
trative expenses as percentages of investment (classified and unclassified electric 
plant in service - B 65 and B 69 of Balance Sheet, "Monthly Financial and 
Statistical Report.") These graphs will be used as subsidiary controls correspond- 
ing to these factors found on columns 28, 31 and 34 of the Sectional Program 
Control Board. The vertical axes will be graduated for percentages from 0% to 
3.5% and the horizontal axes will be divided into four quarters a year for ten 
years. Each one of these percentages will be entered by the sectional analyst 
each quarter for each system from the operating report. The citations in paren- 
theses refer to the number of the item on the operating report. The following 
are the graphs which are to be maintained: 


Distribution Expenses - Operations (D 9): As percent of Investment 

Distribution Expenses - Maintenance (D 10): As percent of Investment 

General Administrative Expenses (D 11 through D 16 plus D 19 through 
D 22): As percent of Investment 

KWH Consumption per Consumer (Calculated from infomation on quarterly 
operating report. ) 

Revenue per Consumer (Calculated from information on quarterly operating 
report.) 

Average Power Cost per KWH (Calculated from information on quarterly 
operating report.) 


OFFICE MANAGER'S CONTROL CALENDAR 


The sources of the information necessary to rate and evaluate the factors described 
above has been indicated in each case, as well as the periodicity of their receipt. 
It should be the express responsibility of the office manager to keep a control 
schedule over the receipt and utilization of the various sources of information, 
periodic reports, and other continuous or occasional data necessary to maintain- 
ing control over the rating and evaluation of the factors on the Cont rol Board. 
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Eventually it is envisioned that as any condition on a cooperative becomes 
unsatisfactory, the appropriate factor on the control board will display a red 

_ signal almost automatically which will tell the office personnel immediately 
that here is a matter to be taken cognizance of, evaluated with reference to 
other associated factors, and acted upon. Thus, the outcome of the installa- 
tion of this system will not be the sending of a man to a system for the purpose 
of collecting data to be assembled on the control board, but, contrariwise, 
the board will give us the proper information necessary to send a man to a sys 
tem to help correct an unsatisfactory condition indicated on the board. In 
other words, to the extent that time and personnel permit, all vital and 
pertinent information will flow onto this visible file through the channels 
described in the body of this section, in the most summary form. The board 
will both control the work and be controlled by the work. It is a semi-auto- 
matic device which will not work us but will be worked by us. Thus, it is 

an expeditious, orderly, and thoroughgoing way of appraising cooperatives 
by providing as much information as possible about the condition of every 
cooperative as a basis not only for giving maximum advice and assistance, 

but also for controlling the workload of all field personnel through the 
WORKLOAD FILE described below and FIELD ITINERARY - ASSIGNMENT 
FILE (described on page 3). 


WORKLOAD FILE 


The Workload File consists of Job Assignment Cards (5 x 8), one for each 
task which is to be performed in the field by the field personnel. These 
job cards will be serially numbered. The following is an illustration of one 
of these job cards: 


System: No. 
Statement of Condition: 


Task to be Performed: 


Comments: 


Date Assigned; 
Assignee: 
Borrower Designation Estimated Man Hours Required 
% Completed 25 50 75 100 Date Completed 


(The various tasks and categories of tasks, as well as the man days estimated 
to complete these tasks will be established by consultation and agreement 
among the management personnel in the sectional office. (Sectional Head, 
Assistant Sectional Head, and Office Manager. ) 
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Procedure for Maintaining Workload File: 


(1) Office manager prepares Job Assignment Cards in triplicate on 
basis of infornetion displayed on Control Board. 
(2) Office manager puts original Job Assignment Card in proper place 
in Work Load File. 
(3) One copy sent to Assistant Section Head 
(4) Third copy sent to appropriate field representative. 
(5) The time when the field representative will visit borrower to perform 
assignment will be governed by the following considerations: 
a. Priority of importance of assignment as established on the Con- 
trol Board. 
b. Necessity for reducing travel time and expense to a minimum, 
i.e., minimizing time and distance of travel. 
c. Ability of individual field representative adequately to handle 
assignment within the time available. 


‘Taking all of the above factors into account, the field representative will pre- 
pare his monthly itinerary each month in advance on Form CO-43, Monthly 
Itinerary Report, indicating thereon the borrowers to be visited and the expected 
dates of such visits, and he will enter the serial number of the appropriate Job 
Assignment Card under the portion describing the reason for the visits. This 
field itinerary will be prepared in quadruplicate, the original and one copy to 
be forwarded to the Sectional Office, one to the Assistant Section Head, one 
being retained by the field representative. 


When the field representative's itinerary is received in the Section Office, the 
corresponding copies of the Job Assignment Cards, the serial numbers of which 
appear on the Itinerary Report will be withdrawn from the Workload (suspense) 
File and placed in the appropriate pockets of the Field Representative's Field 
Assignment File. 


Any of the date-pockets may contain as many assignment cards as there are 
assignments to be performed at that borrower during that particular visit. In 
this manner, the field representative will know at all times the work to be 
performed for the borrowers within his assigned area, the Section Office will 
know where the field representative is expected to be and for what purpose, 
and the Assistant Section Head will be currently advised regarding the assign- 
ments of all field personnel. Whenever the field representative discovers 
reasons for going to a system for which Job Assignment Cards have not been 
prepared, he should prepare a Job Assignment Card, forwarding one copy to 
the Assistant Section Head and one to the Section Office. Likewise, the 
Assistant Section Head will prepare Assignment Cards whenever the occasion 
arises. 
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Duties and Responsibilities of the Assistant Section Head 


The handling of all field activities within the scope and framework just 
described will come under the purview of the Assistant Section Head. He 
will be responsible for over-all supervision of the field representatives in 
the performance of their assignments. 


Whenever he receives a Job Assignment Card for a task which in his opinion 
is not necessary, he can recall it, giving reasons. He also exercises control 
over the performance of all field work to see that all tasks are adequately 
perfomed and that proper advice and assistance is given to the borrower. In 
the final analysis, he is responsible to see that the field representatives ac- 
tually get the work done and done right. 


SUMMARY 


It cannot be overemphasized that the end purpose of the system herein pro- 
posed is not merely the maintenance of all kinds of data on a board per se 
nor is it anticipated that a great deal of time will be expended in maintain- 
ing such data at the expense of accomplishing more pressing and urgent mat- 
ters or to the exclusion of the regular and proper functions of the sectional 
office. On the contrary, it is a way of gradually gathering together all the 
important and essential information relative to the over-all condition of all 
the cooperatives as it concerns the Management Division. Instead of leav- 
ing to chance whether all the factors determining the condition of the 
cooperative are taken into account, identified, and evaluated by all persons 
concerned, it provides a way of keeping a record of all such factors tabu- 
lated and eva!uated in a clear, concise, and readily understandable fashion. 


Nor is it anticipated that this system will be installed full-blown, or that 
many extra hours will be devoted to the installation of such a project, but 
that little by little the pertinent data will be added to the evergrowing 
picture of the operations involved in the responsibilities of Management 
Division. This system will go into effect only by degrees. 


However, as the picture becomes clearer and more complete, it will more 
and more serve as a basis for determining what work needs to be done, why 
it needs to be done, how much work is involved, how long such work should 
take, who should do such work and when they should do it. 


It is also emphasized that this system is intended to be flexible and not rigid 
in its form and execution. It is adaptable to varying siutations and subject 
to revision in the light of experience. 


The Control Board has the merit of presenting in one place a continuous and 
current collection of all the most important factors necessary to judge the 
condition of each and every cooperative, schedule the assignment of all 
field work in order of relative importance, and provide a picture of the 
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workload of the section at any given time. Each of the factors contained 
on the board must be construed in the light of other qualifying factors 
revealed on the board. This enables one to get a balanced rather than a 
distorted picture of any cooperative. Such perspective is necessary to 
any adequate program of evaluation, advice and assistance. 
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